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Executive Summary

A business/marketing plan will be developed for use by the FHWA major projects group
to help mega project managers with efforts in maintaining public trust and confidence. In theory,
if a mega project is marketed properly, public trust and confidence should inherently follow
throughout the life of the project. A mega project is a transportation construction project valued
at $1 billion dollars or more, or one that becomes prominent to the national attention. As outlined
by the "Graduate Study Proposal” by Professor Jay Shattuck (Spring, 2004), this study will focus
on ways to market mega projects that will specifically lead to establishing and maintaining
public trust and confidence in these projects. Specifically, this paper will be a culmination of
communication, research, and market analysis from the combined efforts of two groups. The
University of Maryland University College graduate study class group, as assigned by professor
Jay Shattuck will work in conjunction with the FHWA major projects group.

The public sector customer will be defined and a market segmentation and positional
analysis will be performed to help establish the target market for promoting mega projects.
Marketing control and evaluation methodologies will be utilized to provide an accurate
assessment of the target market. According to Mr. Thomas Sorel, the FHWA major projects
group leader in conference with the University of Maryland University Study Team (March 04,
2004), paramount for the FHWA major projects group is what quantitative measures can be
utilized to gauge public trust.

A business review will include lessons learned on current and past projects to ascertain
what success or faltering past public involvement efforts have experienced. Those projects

deemed as successful or unsuccessful in efforts to provide the public trust and confidence will be
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examined. The public involvement will be examined from the beginning to the end of a project -
to include the planning, environmental, design and construction, and operations stages.

Marketing goals and objectives will be examined to include a marketing/strategic plan,
public awareness initiatives, and a SWOT analysis. An assessment will be made to determine
what goals are necessary and relevant for public trust and confidence.

Strategies, action plans and implementation, and evaluation methodologies will be
studied and media relationships will be examined. A proposed course of action for mega projects
to utilize for establishing and maintaining good media relations will be recommended.

The combined efforts of the FHWA Major Projects group, essential contact resources
from other projects, and the UMUC study group will provide a business/marketing plan that will
provide a useful tool for mega project managers. Key factors will be identified to maintain public
trust and manage risk with the public. Quantitative measures will be recommended to gauge
public trust and marketing efforts will be utilized to define the customer base, marketing
segmentation and positioning analyses. How marketing efforts are used to promote mega
projects will be examined, and also the use of marketing control and evaluation and other
conventions utilized to satisfy the goal to maintain public trust and confidence for transportation

mega projects will be studied.
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Introduction (Participants and Goals)

A. FHWA Mega Projects Overview

Introduction — Low Impact: Keeping the Community at the Forefront

Major (or Mega) projects are defined as projects with an estimated total cost of at least $1
billion or projects approaching $1 billion with a high level of interest by the public, Congress, or
the Administration. FHWA senior management designates which projects will be considered
major projects due to a high level of interest. By nature, major projects are especially complex
and involved, both from a project management and financial management perspective. At this
time, 15 mega projects are in some stage of design and construction across the United States —
this number should double by 2007. Mega transportation projects can involve aviation (airport),

rail (both light and industrial), transit, and highway projects.

Background - FHWA Strategic Plan

Before discussing specifics about mega projects further, it is important to understand the
position of the senior-most transportation agency in the nation and its commitment to all
stakeholders of the "American transportation system." Through its strategic planning process, the
Federal Highway Administration (FHWA) has developed a sense of direction and priority for
what is considered as its contributions to the future highways and transportation system for this
country. The Plan "[...] sets out long-term programmatic, policy, and management goals and
planned accomplishments.” It also provides an opportunity to bring all the stakeholders together
— government, industry, academia, and the public. The FHWA Strategic Plan sets the goals and

strategies for FHWA's role within the Department of Transportation.
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The FHWA has gathered input from customers and partners through extensive outreach
efforts. Input has been garnered through notices in the Federal Register and on the Internet. The
FHWA also held a series of focus groups on "[...] what objectives and indicators were most
important [...]" for the FWHA to use to measure its progress. Its vision statement is epic in
proportion — "to create the safest and most efficient and effective highway and intermodal
transportation system in the world for the American people [...] where everyone has access
within and beyond their community and to the world; where crashes, delays, and congestion are
significantly reduced,; [...] where freight moves easily and at the lowest costs across towns,
States, and international borders; [...] where roads protect ecosystems and where travel on our
roadways does not degrade the quality of the air; a system where pedestrians and bicyclists are
accommodated; and a system where transportation services are restored immediately after
disasters and emergencies."

There are five guiding principles to this 1998-2002 National Strategic Plan — two of these
five principles specifically relate to "[...] maintaining stakeholder approval.” These relate to
assuring customer satisfaction, and building and strengthening partnerships.

Assuring customer satisfaction: The FHWA is "[...] committed to excellence in service to
its customers and partners.” Customers and partners include "[...] everyone who is affected by
highway transportation such as the traveling public, business and industry, States and local
governments, Metropolitan Planning Organizations, and other organizations and groups.” The
plan emphasizes the importance of continued dialogue in the "highway community."

Building and strengthening partnerships: This principle discusses the highway system as
an integral part of the complex, intermodal, global transportation system. It assures the

transportation community that the FHWA "[...] will work with the States and others in the
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transportation community to develop a shared vision and goals for a national intermodal
transportation system [...], will help recipients identify and adopt best practices that will lead to
improved processes and procedures [...]," and "[...] we will seek to improve public and
intergovernmental coordination through enhanced cooperative agreements and improved
management practices."

Lastly, the FHWA has developed five strategic goals in support of accomplishing their
mission and achieving their vision, and wants to find solutions that advance all objects,
simultaneously. Obviously it is not difficult to understand that improving the infrastructure and
operations of the highway system promotes productivity, safety, national security, as well as
mobility. But, in some cases, work on one strategic goal could potentially impact the FHWA's
ability to maintain the fifth goal - ability to improve the quality of the natural environment. The
nature of this fifth strategic goal centers around the enhancement of community and social
benefits of highway transportation. The FHWA is well aware that highway and transportation
facilities are major contributors to the quality of life in communities and can be a major factor
affecting the quality of the natural environment.

All told, as evident in its Strategic Plan, the FHWA has acknowledged the necessity of
maintaining the public trust in each and every transportation project it oversees. By its
willingness to promote programs and initiatives to enhance "[...] communities through public
involvement, [...] a thorough assessment of impacts, and [...] creative approaches to mitigation
and enhancement [...]," the agency shows its proactive nature. Even two of the Plan's seven
Corporate Strategies stress "[...] to increase our customer and partner satisfaction, we will [...]
actively seek and use customer input, adjust to a changing environment, and [...] we will receive

and act upon feedback from customer surveys, listening sessions, focus groups, and other
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learning techniques,” and, "[...] we will use customer feedback and benchmark high performance
organizations to continuously improve our overall performance for our customers."

Ordinarily, success or failure of a mega project is judged by whether the project is:
completed on time, within budget, with appropriate quality, and in a safe manner. However,
another aspect often overlooked is the community aspect — are these projects being completed
and are public trust and confidence maintained by the agencies that are involved in the design
and construction? Since the "high-watermark" of project waste and abuse of the 1950's and
1960's, the Department of Transportation and the FHWA have become ever vigilant on how
projects are completed. Social upheavals were triggered by these early mega projects, which
derailed a large number of projects in the late 1960's and early 1970's. Political impulses, plus
the evolution of civic involvement in these projects have made governmental concern of
maintaining public trust a mandatory issue in every project. As a result, there are many public
and private entities the public can and will hold accountable for these mega projects. Of course,
with the spiraling costs of these projects, so spirals the public interest — not only to account for
judicious use of transportation funds from public taxes, but from perceived quality of life and
consistency of life issues. The bottom line now becomes: How responsive to the public trust is
the FWHA and their state partners? All stakeholders must now be included on equal footing -
federal and state agencies and the public at large.

Theoretically, public trust and confidence will be initiated and followed through the
entire course of the project, if "marketed"” properly. This study will focus on how mega projects
can be "marketed" to the public in such a fashion to properly establish and maintain that
necessary quality of trust and confidence owed to the public that must tolerate such upheaval

during the course of these projects. During the course of this paper, review of a number of mega
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projects will be conducted — the Central Artery/Tunnel project in Boston, the preliminary phase
for the Greater Mississippi Bridge Project in St. Louis, the | — 15 project in Utah, the TREX
project in Utah, and the Woodrow Wilson Bridge project in the tri-state Maryland, Virginia, D.C.
area. Both positive and negative attributes will be evaluated and "lessons-learned" recommended.

The success of a transportation project depends on more than just the quality of design
and construction. Equally important is how it affects the people it is designed to serve. As
populations grow and urban areas expand, transportation systems have the potential of altering
the very fabric of the community by bringing people closer together or dividing them both
physically and philosophically. Given the complexity of transportation projects and the
numerous parties involved, agencies have often been reluctant to involve the community in the
early stages of project development, trusting instead the expertise of planners, engineers, and
designers. But lack of involvement can lead to community dissatisfaction and even public
opposition strong enough to prevent project implementation. A perfect example of public rebuff
for a major transportation project was the November 5, 2002 voter rejection of Referendum 51 in
Washington State. Here voters were not queried about their interest in "other than new highway
construction” options — e.g. light rail and community transportation. The "pave-our-way-out-of-
it," as an approach to their transportation dilemma, was definitely not an option for the voters.

Recent developments in transportation policy are impacting early planning initiatives.
Federal Highway Administration (FHWA) and Federal Transit Administration (FTA)
Environmental Policy Statements now require that federally funded transportation projects
actively involve communities "in an open, cooperative and collaborative process, beginning at
the earliest planning stages and continuing through project development, construction and

operation."
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On a state level, responding to the changes in emphasis as well as demographic changes
and rapid population growth, the Florida Department of Transportation (FDOT) is at the
forefront of developing and implementing community impact assessment. In 1996, collaborating
with various other state DOTs and in consultation with the FHWA and the Office of
Environment and Planning, FDOT helped develop the first guidebook for community impact
assessment.

Once the decision is made to seek community involvement in the early stages of a
transportation project, the real work begins. How do you define the "community?" What
determines its interests? And how can the people of the community be most effectively
integrated into the transportation project? "Community is a dynamic concept. Each community is
defined by its own set of variables, which can include historic definitions, legal definitions,
ethnic and religious ties, natural geographic features, neighborhood and business associations."
Every community is unique and the only way to learn what defines it is to talk to the people who

live there. You need to get to know the members of the community on a personal level.

B. UMUC FHWA Team (Roles and Responsibilities)

The UMUC team is comprised of six graduate students in the school of Technology
Management — Ron Clark, team leader, and the team - Kalpana Hanumanthu, Lee Muth, Mark
Zietlow, Victor Ehikhamenor, and Clinett Short-Horton. The team has interacted with the
FHWA during formal weekly teleconference, conducted interviews with mega project
administrators and other agency personnel, community relations and other public relations staff
members, as well as private contractors responsible for keeping a "finger on the pulse” of the

media and public relations.
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The specific FHWA staff to which the UMUC team has interacted has been the Major
Projects Team (MPT), which was created on the basis of an FHWA concept paper from April
2000. This team, comprised of Tom Sorel — team leader, John Broadhurst, Jim Sinnette, Chris
Allen, and Phil Barnes, provided a focal point for addressing the FHWA's administration and
oversight of all major projects. The MPT provided focus and contacts for the UMUC team. The
FHWA Division Offices are responsible for project administration and oversight, including such
activities as planning and environment requirements, design, right-of-way, project financing,
construction, and contract administration. The MPT is responsible for providing program, and
policy guidance for the administration of these major projects in support of the Division Offices

and States.

Market Review — Public Trust and Confidence

A. Defining the Public Sector Customer

1. Target Market

The target market for any kind of construction projects varies from project to project
depending on the type and location of the project. There are a number of stakeholders involved
in these kinds of large projects, but most importantly it consists of -

e Area residents

Property owners

Commuters

The traveling public

Commercial vehicle operators
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e Local and regional government officials

e Local and regional business owners

e Neighborhood associations

e News media

e Emergency response agencies

e Local community organizations

e Environmental and historic resource advocates

e Representatives from the disabilities communities

e Tourist Destinations

People from a large metropolitan area self select themselves and work as a group and
involve themselves in the planning, design and construction phases of the project. This way a
target population of the neighborhood represents the neighborhood and form user or activity

groups.

2. Key Factors in Maintaining Public Trust and Confidence

In order to maintain public trust and confidence in the project it is very important to keep
the public well informed about the project through out the project life cycle. To accomplish the
same, the project should have a well-informed Public Information (PI) team in place. There
could be more than one PI team for a project including the PI team the contractor might have.
Mr. Gemperline & Joseph Walker of the 1-15 project, in a personal interview with Kalpana
Hanumanthu, April 12, 2004, state that the Pl team should be proactive, honest, accessible and
responsive to the public. It should communicate and keep the entire stakeholder groups informed

about the project before and during the construction phases. It should be prompt in responding to
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questions put forth by the stakeholders and it should encourage stakeholders to give input and
feedback about the project.

Effective communication being the most important aspect throughout the life of the
project, the Southeast Corridor Transportation Project developed the "duologue” strategy, which
focuses on what the stakeholders would want to know and how they feel at the various stages of
the project, and communicate with them with all the relevant information. The "duologue”
strategy consists of two components; track one lays the foundation every day through proven
public relations communication techniques to constantly have factual information in the
marketplace and track two consists of communicating effectively to the emotional and more
human needs of stakeholders (Strategic Plan, 2001).

Citizens should be involved early in the design phase meetings and their input should be
considered in the final design. To encourage public participation meetings and work sessions
should be scheduled regularly at convenient time in the nearby community location or the project
office where there is access to resources like the maps, plans, diagrams etc. The meetings should
be designed in a way to encourage communication with the people. It should include illustrations
and text that is informative, but not too technical or overly simplistic to match stakeholders'
understanding. The Woodrow Wilson project team handled public involvement effectively by
establishing public comment periods at more than 30 coordination committee meetings, 14 town
hall meetings, 25 open houses, and four public hearings. Eight citizen work groups collaborated
with study staff to develop recommendations that were then presented to the Coordination
Committee. A Study and Design center was open to the public five days a week where citizens
could obtain project information and have their questions answered by knowledgeable staff

persons (Lynott, 2000).
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Stakeholders should be provided with regular updated information about the construction
locations, timely and current information on road or lane closures, alternate traffic patterns, the
status of the project, and the project goals accomplished till date. The Contractors' Pl team
should be responsible for announcing sequencing/phasing, road or lane closures, cut-through
traffic issues, traffic delays, business access, noise issues, commercial vehicle restrictions and
emergency response agency issues.

Residents would prefer timely recurrent information recurring at the same time of the day
or the week through various sources like, the newspaper, radio, television, websites, direct mail,

flyers, and electronic signs.

3. Key Factors in Managing Risk with the Public

One of the greatest challenges of effective public participation is encouraging and
involving group of people representing a broad section of participants encompassing the different
sections of the community. The public outreach tools and methods might change depending on
the section being covered (city vs. neighborhood level). The reasons for low public participation
are; people are too busy, belief that their participation and input wouldn't make a difference to
the project, and the "technological transformation of leisure™ (Lynott, 2000).

Citizens show lesser interest to participate in regional and corridor planning, as the results
of their efforts will not be visible for years. At this early planning stage, the dominance of
interest groups is relevant and they tend to manipulate and re-direct efforts in their favor. So,
special attention has to be paid to such scenarios and changes made to the planning phases that
would result in proper decision-making.

Citizens typically get involved most actively in the design phase when projects affect

their property values and neighborhoods directly (Lynott, 2000). The challenge at this stage of
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the project is to get the public interests to the table so that mobility interests can be balanced with
neighborhood interests.

Consensus is generally difficult to achieve in the planning phases than in the design due
to the preponderance of value-oriented discussions and numerous stakeholders. As projects move
to design, the site-specific geographic boundaries focus discussions on more tangible, less value-
driven outcomes. However, many of the public involvement techniques can be involved with the
various phases of the project with modifications made to few of the techniques to overcome the

challenges unique to a particular project.

4. Quantitative Measures to Gauge Public Trust.

The public expects to receive accurate, good, straight forward, and concise project
information in a good period of time from the concerned authorities. Public trust can be
measured by conducting public opinion surveys. These surveys should be conducted every year
to judge the public trend and their responses. Surveys should be conducted at the end of every
phase and at the end of the project with businesses, media, and local government to assess the
progress and job done by the project authorities.

Public meetings and business seminars should be conducted. These meetings should aid
in responding to the questions raised by public. A public information hotline, website, and some
flyers consisting project information has to be delivered to the businesses and homes.

During the project life cycle, measures have to be taken to evaluate the effectiveness of
various communication channels and their impact on public involvement. By doing so, the PI
team will be able to —

e Track public opinion on the progress of the project.
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e Judge the effectiveness of various communication channels and make changes to

them if necessary.

e Judge the changing stakeholder needs and come up with ideas to mitigate them and

prevent future inconveniences through better public information efforts.

e Gather a general opinion of the project on how the public involvement efforts have

played a role in creating a positive impact on the project.

One can track the effect of communication channels on projects by conducting (Strategic
Plan, 2001) -

e Large-scale telephone surveys

e Series of focus groups with each stakeholder group

e One-on-one interview with key stakeholders, both among the general public, the

media and the owner and contractor teams.

e By asking the participants to fill out an assessment form to determine the success of

the project and to identify the strengths and areas of improvements if any.

Some less formal, qualitative research results can be gathered through some of the normal
day-to-day public information activities, which includes community forums, web-site feedback,
project hotline feedback and general comment tracking (Strategic Plan, 2001).

Public trust can be measured by the —

e Tone or content of feedback

e By attendance (or lack of) at meetings

e Demonstrations (or lack of)

e Media portrayal of the project and team (either the public is unhappy and the media

catches it or the media starts it and the public largely believes it)
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e Response rate to surveys (people having low trust will tend to ignore them)
e Various community behaviors (for example, do the people make more use of the car-

pooling programs once offered? Do they follow instructions given to them?)

B. Market Segmentation and Positional Analysis

1. Market Segmentation

Promoting a mega project within its market segment requires diligence and planning from
a network of partners representing the community and industry. The network of partners within
the marketing campaign to promote public trust and confidence will ultimately consist of
government officials, contractors, engineers, designers, architects, administrators, suppliers,
crafts people, policymakers, and community members, all creating synergy so that the goals of
both the public and the industry are met. One of the first steps in marketing a mega project
involves identifying the group(s) that will benefit the most from the overall planning and
construction process of the project. This involves learning about the market segments that will be
served most effectively. A market segment consists of a large identifiable group with common
attributes such as similar wants, geographical location, attitudes and habits (Kotler, 2000). When
pinpointing relevant segments, it is important to examine the levels of segmentation, such as

patterns of segmentation, market-segmentation procedures, and bases for segmenting markets.

2. Patterns of Market Segmentation

Examining patterns of segmentation identifies the type of group preference in a given
segment. A mega project's campaign will want to consider the homogeneous preferences

approach when identify a market segmentation. For example, in identifying the preferences of
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individual groups within a mega project, creating a list of stakeholders and organizing their
relationship is useful.

Community Segment

e Schools

e Civic Organizations
e Property Owners

e Area Residents

Business Segment

e Area Businesses

e Employees

e Suppliers/Delivery Services

e Local & regional governments
Public services and facilities

Traveling Public Segment

e Commuters

e Motorists

e Tourism

e Public Transportation

Each of these segments in their own significant way is important in the overall marketing
effort of a mega project. The breakdown and grouping of the segments can identify how best to
target the market segment and promote public trust and confidence to each particular group. The
marketing strategy needs to identify what factors play an important role in marketing to the each

segment: community segment, the business segment, and the traveling public segment.
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3. Market-Segmentation Procedures

20

There are several effective procedures that can be used to identify market segments for

mega project market initiatives, such as surveys, analysis, and profiling. These steps will help in

the strategic marketing process of identifying the objectives, i.e. marketing opportunities,

positioning of product and services, and setting quantitative goals (Brock, et al., 1996).

Table 1. Effective Procedures to Identify Market Segments

Survey Stage

Analysis

Researchers conduct
exploratory interviews
relating to transportation
and construction issues to
gain insight into the
segment group's attitudes,
motivations, and
behavior. The researcher
prepares a questionnaire
and collects data on
attributes of the product
or service.

The researcher applies
factor analysis to the
data to remove highly
correlated variables built
on the implementation
of the project's relevant
issues. It then applies
cluster analysis to create
a specified number of
maximally different
segments.

4. Bases for Segmenting Markets

Profiling

The researcher creates a
profile establishing a
summary of the history,
preset conditions, and
anticipated future of an
area. It provides an
overview or series of
snapshots of the area and
is used as a basis for
identifying potential
impacts of a proposed
transportation action.

The bases for market segmentation in a mega project deals explicitly with understanding

the profile of the effected groups. This would involve researching the profile of the community

segment, the business segment, and the traveling public segment. Breaking down the population

and demographic characteristics; the economic and social history characteristics; and the

physical characteristics is important (Brock, et al., 1996). Since the development and

implementation of a mega project involves a significant impact on all the stakeholders involved
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in the process, care and attention must go into understanding the type of effects that the project
will have on the environment and also understanding how each proliferate group will be affected
by the whole process. This is where examining the major segmentation variables is essential,
such as:
Population and Demographic Characteristic
e Trends in population growth and demographics
e Ethnicity and race
e Age and gender distributions
e Income level
e Educational attainment
e Employment status
Economic and Social History Characteristics
e Community historical background and context
e Community values and issues
e Property values
e Tax base
Physical Characteristics Relating to Community Activities
e Land-use plans and zoning
e Future development goals
e Community focal points and meeting places (e.g. playgrounds, parks, churches)
e Infrastructures (e.g. water and sewage systems)
This market segmentation analysis phase plays an important role in formalizing how best

to market the attributes most significant to the public's needs. For instance, identifying the
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concepts that are important to the business segment and understanding why it is important is a
valuable tool. A marketing scheme can be created to outline all the components significant to
that business group. Whereas, identifying the concepts that are important to the community is
just as useful in understanding that community's needs. In the past, the consequences of
transportation investments on the market segments involved have often been ignored or
introduced near the end of the planning stage. By introducing the proposed marketing tools in the
overall marketing plan, the developers, architects, and planners can effectively use the

segmentation analysis to create a plan optimum to the public's goals.

5. Positional Analysis

Positioning is the act of designing an offering and image to occupy a distinctive place in
the target market's mind. Because mega projects are specialized in market segmentation,
positioning a mega project is unique and not typical of most commercial marketing campaigns
and positional analysis strategies. One way to create a successful positioning strategy in a mega
project marketing campaign is to highlight the benefits, needs, and solutions of the improved
roadway. By defining the need for the project, the public is able to perceive the project as an
identifiable concept, which gives the marketing campaign a sustainable advantage in its public-
and community-relations objectives. Promoting a marketing strategy before the public is prudent
to the success of the overall project. How the project is seen in the beginning, middle, and end
stages is what eventually creates added value and customer appreciation. One of the goals of the
campaign will be to increase awareness of the effects of transportation actions on the human
environment and emphasize that impacts deserve serious attention in the project planning and

development stages.
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Finding the right attribute to promote in the positioning process is key to the success of
the whole marketing scheme. This involves understanding the needs and the wants of the project
from the public. At this stage of the marketing process, significant segmentation research and
market analysis should have already been conducted, thereby giving the marketing campaign
relevant material on the groups that will be affected by the mega project initiative. In the case of
the community segment, business segment, and the traveling public segment, the focus will be
on how to satisfy and meet the needs of the community during the construction process. How
will the quality of life be affected? Again, each segment will have different expectations and will
need to be differentiated. This is the difference that delivers a highly valued benefit to a
sufficient number of people. When analyzing how the impact of the project will affect the
existing structure and life of the people, which is ultimately how solutions will be proposed, it is
good to keep in mind the following guideline:

e Be cognizant of both positive and negative impacts.

e Consider both temporary and long-term impacts as well as secondary and cumulative

effects.

e Keep the stakeholders goals in mind when identifying impacts.

e Recognize the public's perception of impact. If the public identifies issues, then

review and research the particular issues (Brock, et al., 1996, p.5).

Understanding what is the perceived impact on the quality of life can help in creating the
final solutions and positioning the project in such a way it can overcome negative issues
associated with previous mega projects in the public's eye. Distinguish the impact categories

when deciding on the type of problems that can be significant in the scope of the project. The
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impact categories can sometimes be used for each of the market segments in the plan, or the

categories can be developed specifically for each segment's situation (Brock, et al., 1996).

Table 2. Community Impact Segmentation

Economic Mobility and  Land Use Displacement

Conditions ~ Access and Safety
Community/Traveling  Business Pedestrian and Land-Use Effect on
Public/Businesses and Bicycle Patterns Neighborhoods

Employment Access

Impact
Traveling Public/ Short-term  Public Compatibility Residential
Businesses Impact Transportation with Plans Displacement
Businesses/Community/ Business Vehicular Use of Public  Pedestrian and
Traveling Public Visibility Access Facilities Bicycle Safety
Community/Business Tax Base Crime
Community Property Emergency

Values Response
Community/Traveling Displacement
Public of Public

Facilities

Some of the issues to study based on the level of impact includes "Land Use" and how
the construction process would affect farmland, the environment's eco system, or will it have
adverse affect on changes in land use and density. In the "Economic Conditions™ category, issues
that may be relevant are: Will the proposed action encourage businesses to move to other areas
or close? How will the local economy be affected by the construction activity? Or homeowners
may want to know what the effect of the project will be on increased or decreased property

values. In regards to "Mobility and Access," there may be concerns with how the project affects
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non-motorist access to businesses, public services, schools, and other facilities and how will the
project affect access to public transportation. These are all adequate questions that will be posed
by concerned citizens. And finding the solutions and communicating those solutions effectively
is all part of the overall marketing strategy. Once questions have been raised and solutions have
been resolved, the mega project can be positioned in a proper arena to promote the goals and
objectives.

A way of measuring issues in the positioning stage deemed high in priority, which could
be shown by creating a perceptual map. This could also help outline the focus of the marketing
plan. A perceptual map is a statistical analysis used to find out what the most important attributes
are, or in the case of a mega project, issues relevant to the identifiable segments involved. The
measurements involved in the map places the most weight at 1.0 and the least significant weight

at 0.2. The scale model demonstrates how certain factors can be rated.

Figure 1. Marketing Positioning Perceptual Map
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Market segmentation and positioning analysis are part of the procedures that help identify
impact assessment processes, which involve problem-solving and generating solutions.
Developing the impact assessment that responds to the public's concerns is one of the most
important steps in the marketing strategy. There are four primary methods for dealing with how
the mega project will impact the public (Brock, et al., 1996). Shown below are examples of
specific solutions that can address a particular market segment's concerns.

Avoidance — Do not apply so an impact does not occur.

e Change an alignment so that there are no displacements.

e Redesign a road plan to avoid cutting off access to a facility.
Minimization — Modify the project to reduce the severity of an impact.

e Reroute or shift a highway plan to reduce displacements.

e Limit interchanges to minimize incompatible land-use development.

e Alter an alignment to increase distance between destinations and minimize noise.
Mitigation — Undertake an action to alleviate or offset an impact so that it replaces resources.
e Setaside land for a park or add to public recreation areas to replace lost facilities.

e Erect sound barriers to mitigate noise to surrounding communities.
e Provide pedestrians or bicyclist properties overpass or underpass to travel.
e Provide compensation for properties acquired (a mandatory measure under the Uniform

Act Amendments).

Enhancement — Create attractive features for the project that fit within the environment.
e Provide dedicated plaques to recognize specific cultural or historic resources.

e Develop bike trails or hiking paths adjacent to roadways.
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e Plant trees and add park benches.
e Add public artwork or facade to transportation facilities to match aesthetic design and
beautification projects.

Although, project design options are typically based on engineering standards, the
marketing process of mega projects is to understand the relevance of integrating the concerns and
issues from the inception of the project. The public's involvement is playing a critical role in
their support for the project. A consensus on the qualities of projects and the characteristics of
the highway development process can integrate transportation facilities with communities and

the environment.

C. Promoting Mega Projects

Projects are classified, as mega projects only when there is a dire need of it, as they
involve a lot of research, time and money. From its conception to its completion it could take
over a decade. Mega projects get their funds from Federal Highway funds, Congress and from

the respective State Departments of Transportation.

D. Marketing Control and Evaluation Methodologies

As the project proceeds through its life cycle, the communication methods used in the
beginning might not be pertinent anymore and so are required to be updated for effective
communication. The PI team should constantly monitor and oversee the communication plan to
achieve the anticipated goal. The PI team should (Strategic Plan, 2001) —

e Track stakeholder opinion

e Assess the effectiveness of communication efforts and tactics

e Track economic impact

e Pre-test campaign messages and materials
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e Provide platforms for constant consumer input

The public expects to receive accurate and concise information from the project officials
and have no interest in frivolous government spending on various advertising campaigns.
Informational advertisements on television would be preferred over "feel good™ campaigns. The
SATCH advertising campaign started by the Utah Department of Transportation (UDOT) for the
I-15 project was a failure as it was a "feel good" campaign as opposed to an informational one.
The regional public disliked it and the officials received a lot of negative feedback from them.
This advertising campaign was halted immediately and from then on only the informational
(project-related) advertisements were televised.

It is important to involve the public in the project at the beginning of the planning stage.
During the Woodrow Wilson Bridge (WWB) planning stage, there was information gathered
concerning whether a draw-type bridge would be desirable versus other types of bridges, such as
a span bridge. Out of the public response of over 350 ideas, the main alternatives were delineated
and then examined. Those ideas formed the basis for creating the proposals leading to the
creation of the drawbridge that is currently under construction.

One of the ways to involve public is through meetings that could be like the town hall
meetings, which are typically very informal. They give out more general information to the
public than specifics. The meetings could be conducted close to the neighborhood so that they
are at a walk able distance to the public. Public can be informed about the meetings through
flyers in the mail. The basic concepts of the plan could be discussed and public can be asked to
opine on the same. Open Houses can be another form of meeting to gather public opinion. For

the Woodrow Wilson Bridge project, FHWA was the leading agency for the open houses along
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with two other contractors. Public attendance at the open houses will be driven by the topic.
After the meetings, surveys should be mailed out to the public to check their satisfaction levels.

The construction office location could have exhibits on walls, physical models, and 3D
models that could be changed if need be as physical models are more static and cumbersome to
change. These offices can remain open to the public on few days of the week for walk through
traffic. Handouts with project logos can be given out to the public to increase their project
awareness. It is important to have a great facilitator to facilitate things and resolve public raised
issues immediately.

The committee dealing with the public must be very reactive, more proactive, more
engaging and more responsive, and involved with the public. There could be one person or a
group of knowledgeable people assigned to respond to the public calls that come through the
telephone or the website. They could be answering the phone calls to give out precise project
specific information. Email messages can be sent out to the public with project updates.

Stakeholder participation is very important in the whole process. It is important to
identify stakeholders beforehand itself and involve them in all the stages of the project. The
WWB had four stakeholder participation panels in their design phase. Each of these panels
consisted of members from various communities like the ADA, disability, bicyclist, minority,
elected officials etc. Each panel had about 15 to 20 members and one PR person. Depending on
what the topic was at the time, the appropriate people were there to respond to concerns. They
agree on the charter and met twice every month. They had about 90% of their panel member

participation in their meetings.
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Business Review

A. Current and Past Projects, Issues and Problems

In a recent interview with the UMUC Study Team (February 11, 2004), the FHWA Major
Projects group identified some projects that have been able to sustain a high level of public trust
and confidence, such as the Denver Transportation Regional Expansion (T-REX) project and the
Woodrow Wilson Bridge (WWB) project. The Central Artery project, also known as the "Big
Dig" in Boston, has been identified as a project with a less than successful level of public trust
and confidence. Although a much smaller project, the Springfield Virginia Interchange project
was also cited as a project that is less than successful in handling the public. Does this mean that
the so-called successful projects have done everything right? This study indicates that is not the
case. There are varying opinions about what is working and what is not working from different
partners involved in the projects.

Mr. Thomas Sorel, the FHWA Major Projects Group Leader in a March 11, 2004
interview, remarked that a mega project could last as long as 20 years and the need to focus on
the project life cycle that includes the planning, environmental, design and construction, and
operations stages.

e Planning stage — This is the introductory and conceptual stage, with public meetings
that discuss design and construction aspects, but not public involvement for the
project.

e Environmental stage — This is where you begin to see public outreach when reviews

are conducted on impact studies, wetlands, etc.
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e Design and Construction stage — This is where the FHWA seems to lose touch with
the community and where there needs to be a focus on the proposal activity. Public
trust starts to shift as this stage.

e Operations stage — This is where post-construction maintenance and potential for

improvements on designs/construction exist.

B. Lessons learned, things that worked
T-REX

1. Setting the Right Goals

T-REX set reasonable goals early on in the project.
e Minimize inconvenience to the public
e Stay within the project's $1.67 billion budget
e Design and construct a quality project
e Complete the project on or before June 2008
It was no accident that the first goal was putting the community first. While cost,
schedule and quality are all very important — T-REX recognized early on that goals are
meaningless if the project brings the metro area commuter traffic to a standstill. They also
realized that the most effective way to handle the number one goal "to minimize inconvenience
to the community, motorists and the public” is through extensive communications. There's no
denying that construction activity affects traffic, but T-REX does their best to make it as painless
as possible.
T-REX dedicated itself to address public information issues through the life of the

project, not just at the planning stage. The SECC Public Information Plan (Section 1.8.2 Public
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Information Role Definition) defined this role: "The contractor's public information staff will
deal with coping issues throughout the life of the project. For example, road or lane closures cut
through traffic issues, traffic delays, business access, commercial vehicle restrictions and

emergency response agency issues."

2. Construction - Design Build

According to the T-REX Fact Book (2004), the majority of the T-REX project is being
constructed using the design-build delivery method. Design-build allows for a single contractor
team to design and build the entire project for a predetermined price, under the oversight of
Colorado Department of Transportation (CDOT) and the Denver Regional Transit District
(RTD). If the traditional design-bid build approach was utilized, this large and complex project
could take 20 years or more to build. In a traditional approach, the design plans would be
completed first, and then contractors would bid on and build sections one at a time. This type of
arrangement does not allow for fluid direction and control when obstacles and changes are
eminent. Above all, it allows for little public input.

With the selected contractor Southeast Corridor Constructors (SECC), the design-build
approach created a faster and less expensive project, with many opportunities for innovation.
Another benefit is that it is somewhat open ended and more easily allows for public input and
possible mitigation and therefore public acceptance and buy-in. CDOT and RTD provided
preliminary engineering design and requirements as part of the Request for Proposal. Southeast
Corridors Constructors (SECC), the design-build contractor, used the preliminary plans to
complete the design. Construction and design now take place simultaneously. For example,
SECC can demolish a bridge and order construction materials, while completing the final design

for the new bridge structure. Examples of previously successful design-build construction
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include the Hudson-Bergen Light Rail Line in New Jersey, the Foothills Transportation Corridor
in Santa Ana, Calif., the Alameda Transportation Corridor in Los Angeles, the E-470 toll road in

Denver and the 1-15 reconstruction project in Salt Lake City.

3. Branding

Figure 2. T-REX logo

TR

To minimize the possibility for the media or special interests to provide terminology that
can be less than flattering to a project, the T-REX project used a "branding" strategy that
provided a moniker or handle the public could easily remember and associate with the project.
The Southeast Corridor Public Information Plan (n.d., Section 1.8.1.1.1 Strategies) for T-REX
made branding preeminent for one of the three objectives: "To brand the project in a manner,
which will resonate with the community as a project with which they can identify and understand
its benefits. The T-REX name was well thought out before the project was even underway that
helped to provide a catchy name the public could use before they thought of one themselves that
could be a lot more negative. Additionally, the logo (Source: http://www.trexproject.com) was
provided to the media even before the contractor was selected. It also helped the public identify

with it and kept other negative type of images from being likely to replace it.

4. PR Staffing

The T-REX Public Information Team and representatives from SECC (contractor) public
information staff work together as a single unit to assure consistency of communication and

approaches. The T-REX PI team provides the oversight and communicates the broader
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construction picture and long term philosophies, as well as the vision and progress issues raised
by the public, media, government officials, business owners, etc. However, the SECC PI team
deals with the day-to-day "coping™ issues for the public. They address issues with road/lane
closures and other traffic issues as well as commercial vehicle restrictions and emergency
response agency issues. Together, the T-REX and SECC Pl Teams convey the following
strategies:

e Communications Framework - identifying all stakeholders, projects, types of
communication key messages, a timeline for detailing deadlines for communicating
with stakeholders and methods of communication

e Crisis Communication Plan — to detail response mechanisms for dealing with any
incident that could adversely impact stakeholders or the project.

e Data Collection and Management Plan — to gather information during the
construction for the purpose of informing the various stakeholders and the general
public.

e Stakeholders Impact Mitigation Plan — To address the public information mitigation
requirements outlined in the Record of Decision for the Environmental Impact
Statement.

Co-location of the staff of PR persons that are involved with the project cited as an
important factor in helping to keep communications with the media and public accurate and
consistent. SECC and the Transportation Expansion Project team are co-located in several
buildings along the project. Engineers, designers and other staff members from the contractor's

team and the T-REX Project team shared office space throughout the life of the project. This
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facilitates better communication and faster problem solving and conflict resolution. The PR staff

of CDOT and SECC is also in the same location that allowed for face-to-face communications.

C. Lessons learned, things that didn't work

Central Artery

1. Setting the Right Goals

In a February 24, 2004, interview with the University of Maryland University College
(UMUC) Study Team, Carl Gotschall, the Central Artery Tunnel (CA/T) Project Administrator
indicated the Massachusetts Highway Department started the Central Artery project in 1982 —
but was not properly prepared and somewhat overwhelmed by the complexity of the task.
Performance measures went awry at first and were not handled right. Consultant groups were
hired, but they lacked the experience to correctly manage the situation as well. The CA/T was
not forthcoming about projecting the scope of the project and informing the public of what
obstacles had to be overcome. At one point the project was sold as the solution to fix everyone's
problems. One website, the History Channel.com (retrieved April 21, 2004), cites that the
original elevated six-lane highway, known as the Central Artery, was built in the 1950s as a state
highway that ran through the center of downtown Boston. Homes and businesses were
demolished to make way for the highway, displacing more than 20,000 residents. The highway
had no breakdown lanes, too many sharp curves, and too many points of access and exit. The
structure of the artery created a 40-foot-high divide between Boston's North End and the
downtown commercial and financial districts.

Even before it was finished, officials realized that the artery was a mistake and halted

construction to study the best way to complete it. Eventually, the last leg of the artery was turned
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into a tunnel. The artery was quickly choked beyond capacity. Today, traffic sits at a standstill

for up to ten hours a day, making it one of America's most congested highways.

2. Construction - Public Involvement and Truthfulness

To try and find a solution to the worsening traffic condition in late 1969, the Boston
Traffic Commissioner pursued the idea of widening the tunnels that fed the Central Artery. By
1982, the planning started for the Big Dig and funding first came available by 1987.
Construction began in 1991 and by 1995 the first milestone for the Big Dig, the Ted Williams
tunnel, was completed. Today, Boston's Big Dig is the most complex and expensive highway
project ever undertaken in the United States. The city is replacing an outdated highway
infrastructure with a new state-of-the-art highway system, most of which will be underground or
underwater. The re-estimated eighteen-year, eleven-billion-dollar project consists of two major
components: the new eight-to-ten-lane underground expressway and the extension of 1-90 (the
Massachusetts Turnpike) from its current end-point south of downtown Boston, through the Ted
Williams Tunnel, to Logan Airport. Five major new highway interchanges and a two-bridge
crossing of the Charles River are also being built. When it is completed, the Big Dig (officially
known as the Central Artery/Tunnel Project) will reconnect downtown Boston with its waterfront
neighborhoods and the historic North End.

Although the Massachusetts Highway Department (MHD) is the nominal
recipient of federal-aid highway funds, state legislation in 1997 creating the Metropolitan
Highway System transferred responsibility for the CA/T Project from the MHD to the
Massachusetts Turnpike Authority (MTA). The state's CA/T Project Management Team is a
blend of MTA staff and personnel representing Bechtel/Parsons-Brinckerhoff (B/PB), the joint

venture overseeing day-to-day operations. In all there were over 50 turnpike employees working
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with over 1,100 venture employees and over 5, 000 other employees working at the same time.
This approach, combining the two entities to form an integrated team, may have assisted in the
delivery of the CA/T Project, but also contributed to problems in oversight at the federal and
state levels and raises serious questions about the acceptability of such private/public
management teams. Misplaced public trust occurred in early 2000, when the Division
Administrator did not take steps to correct financial irregularities, resulting in embarrassment to
the FHWA and a loss of public trust and confidence.

Since 1916, the FHWA has developed a long history of relying on a strong federal/state
partnership in carrying out its oversight role. FHWA's oversight approach to state transportation
is through developing relationships based on mutual trust, fairness, respect, cooperation, and
communication. Although the FHWA makes federal-aid highway funds available to the States,
each state is responsible for managing and developing its projects, subject to federal oversight.
According to a Federal Task Force on the Boston CA/T Project, the FHWA's long history of
strong federal/state partnerships failed. On the one hand, the FHWA failed to maintain an
independent enough relationship with the state to adequately fulfill its oversight role. On the
other hand, the state breached its trust with the FHWA and others by intentionally withholding
knowledge of the project's potential cost overrun.

As reported in the Federal Highway Administration Federal Task Force on the Central
Artery/Tunnel in early 2000, the Chairman of the Massachusetts Turnpike Authority (MTA) had
reported to the FHWA a total cost of the CA/T project as $10.8 billion. Later in the same day the
MTA informed the media of a potential $1.4 billion cost overrun, bringing the total CA/T Project
cost to $12.2 billion. The MTA Chairman informed the Task Force that he acted in response to

an anticipated inaccurate press account of cost exposures expected later that week. According to
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the FHWA Division Administrator, the state had not directly forewarned the FHWA of a
potential cost overrun of such magnitude in any document provided to the Division Office, in the
Plan, or in discussions prior to the conditional acceptance of the Plan.

The Central Artery was not realistic when the first $2.6 billion funding was approved.
Now the budget for the Big Dig is approaching over $14.6 billion. Just accounting for inflation
from 1982 could account for several billion dollars, according to Carl Gottschall, the Project
Administrator. Also, cost overruns were not accounted for. For example, the environmental costs
were not estimated correctly as the following examples indicate:

e Mufflers on construction equipment to contain noise

e Air conditioning provided for some buildings because the windows had to stay closed

to keep noise out. Some windows were replaced as well for poor insulation.
e Commitments to keep traffic moving in the city
e The time of day construction takes place

e Vibration concerns — even some bedsprings had to be replaced.

3. Branding

Even today, the moniker of "Big Dig" does little to convey a sense that this project is
something to be proud of. To most, the term has replaced the "Central Artery/Tunnel." One
report from the Boston Forum (2000) titled "Boston's Money Pit, the Big Dig" has less than
favorable remarks that cites the enormous cost of the Big Dig could take as many as 50 years to
pay back, with the responsibility resting squarely with the commuter and other taxpayers. The

branding of the Central Artery is evident, as it has become synonymous with the Big Dig.
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4. PR Staffing

Having an adequate and proactive PR staff is essential, but is still not always forefront in
the projects’ goals. The FHWA takes the lead in oversight for PR staffing, but there is some
cause for concern. The state DOTs mainly control the project and provide for the PR staffing.
However, some DOT PR staffs can fall victim to the following:

e Inadequate personnel

e Lack of funding

e Poor communication with the public, media, or other PR partners

e Not being proactive with the public, media, or other PR partners

In an April 8, 2004 interview with the UMUC Study Team, Rick Capca, the FHWA
Deputy Administrator, considered the public relations staffing at the Central Artery adequate to
the job. However, in a separate interview with the Central Artery Project Administrator Carl
Gotschall in February 2004, it was brought out that the PR staffing is much less than for example
the T-REX project, and that the press was handled very poorly. The public relations staff is not
proactive as it should be. For example even now, in the midst of a public concern for a bulging
$14.6 billion budget, when detours have to be made, there is no convention utilized to alert the

public.

Some projects labeled as successful in handling the public, can actually be teetering
towards problems. The Woodrow Wilson Bridge (WWB) project just has two full time PR staff
members and two part time staff members to handle all the media and public relations. Even
though some established DOT guidelines suggest that the DOT should take the lead in public
relations, the WWB public relations staffing for DOT is not represented. Although not now seen

as a daunting task, the potential to be overwhelmed can be seen, as demonstrated in a March,
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2004 media blitz concerning falling ceilings for an apartment complex called Hunting Terrace,
located adjacent to the bridge construction. In this case, the residents of this complex were told to
move out within 2 days so that the contractor can survey the situation and make repairs. As it
turns out, the PR staff was unaware of that decision. The residents were outraged and the
incident made the 6 o'clock evening news. The residents were later well compensated and given
2 weeks notice so that repairs could be made. The Virginia Department of Transportation
(VDOT) has now provided a liaison figurehead to help coordinate issues specific to that

problem. Although things are going well now, in an interview with Ms. Noreen Walker, the
Communities Relation — Construction Point of Contact person, it was pointed out that there is not
really the staff to do comprehensive evaluations of consumer complaints and there was not an

adequate fund to help with a better website for public information.

Public Involvement at Stages of the Project

A. Planning stage

For mega projects, planning for public involvement does not start at the beginning of the
project Notice to Proceed or at the writing of the Request for Proposal. Before those events take
place, a considerable amount of research needs to be performed in community impact
assessments, and how public needs and awareness are met throughout the life of the project. This
information is not only relevant to assess actual public needs, but is relevant to plan how the
project should fund, assign, organize, and coordinate their public relations staff. This is not
limited to the staff of the DOT, but also to the other partners that can be involved. For example,
the Colorado Department of Transportation involved with the Denver Transportation Regional

Extension (T-REX) project coordinates with the PR staff of the Colorado Regional
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Transportation District (RTD), and with the project owner (Southeast Corridors Construction). In
an interview with Ron Clark of the UMUC Study Team on March 5, 2004, Ms. Toni Gatzen, the
Colorado Department of Transportation Public Information (P1) person for the T-REX, indicated
that setting a goal early through careful market research is essential. For the TREX project, the
number one goal was "minimizing inconvenience to the public." T-REX has been very
successful so far due to the amount of planning that was performed to ascertain what public
issues the project would face and how problems would be minimized.

The T-REX project recognized a reasonable budget was necessary and established
funding in the budget early on in the planning stage for an independent contractor to handle
public relations in cooperation with the Colorado State DOT (CDOT). In an interview with Ron
Clark on February 11, 2004, Mr. Craig Actis, of the T-REX public information staff, related how
the contractor went out to meet the neighborhood groups and local politicians to obtain
information about the citizens' desires into the project. Instrumental to planning an appropriate
public relations budget was the research performed by independent consultants that reviewed
other projects that were successful in handling public concerns. One such project was the Salt
Lake City project in Utah. This project effectively established a PR plan that was made part of
the Request for Proposal in the contract. This made public relations a responsibility to uphold by
the winning contractor.

Public involvement can serve as a source of information to identify community values
and needs, to explore the importance of community facilities and resources, to identify those

facilities not previously noted, and to validate information collected from other sources.

Table 3. What are some data sources? (Source: http://www.ciatrans.net/CHAP4.html)

Contact Points
Source Primary Uses
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Metropolitan Planning Organizations (MPOs)

State and local government planning and social
service departments/agencies

State employment agencies or labor
departments

State, local, and university libraries (for local
newspaper clippings and other local sources)

Local historical societies and State Historic
Preservation Officer (SHPO)

Other relevant data collection organizations,
such as Chambers of Commerce, religious
institutions, American Automobile Association
(AAA), Meals-on-Wheels, American
Association of Retired Persons (AARP), social
agencies, and other associations.

Table 4. What data should be requested?

42

Economic base, land-use and zoning plans,
and area planning history

Economic base, land-use and zoning plans,
taxing districts, social and economic programs,
and business and marketing information
Employment trends, unemployment rates, and
economic base

General information, community historical
background, economic base, and business and
marketing information

Community historical background, and location
of historic structures, landmarks, and districts
Special populations and needs, businesses,
community issues, etc.

Data Collections and Activities

Source
Census Bureau publications and statistical
abstracts
Aerial maps and road maps

Field or windshield surveys and reviews
Yellow Pages or city directories

Dun and Bradstreet (D&B) databases
Donnelley Directory (available on CD-ROM)
Tax records

Building-permit records

Real estate market surveys, regional real

estate journals, and interviews with realtors

Interviews and public involvement with
businesses, community leaders, and residents

Primary Uses
Population trends and demographics,
economic indicators, and housing
Community boundaries and physical
characteristics; location of activity centers,
infrastructure, houses and businesses
Locations and numbers of structures, and
activity patterns
Businesses and community facility locations
and type
Business location, type, and number of
employees
Business location, type, and number of
employees
Property values
Approved or built development
Housing prices, trends in sales, age or
characteristics of structures, and neighborhood
compositions
Community values and issues

As part of the planning stage, it is also important to perform a community impact

assessment. Not knowing the concerns of the public can have a detrimental affect that can be

carried throughout the project. It is important to get community buy-in early to develop the
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necessary public trust. It then becomes just as important to stay in touch with the community to

sustain a good level of trust and confidence.

One guide (Brock, et. al., 1996) prepared for transportation professionals to help

determine the community impact for transportation projects is the "Community Impact

Assessment: A Quick Reference for Transportation.” This guide was written as a "[...] quick

primer for transportation professionals and analysts who assess the impacts of proposed

transportation actions on communities.” It outlines the community impact assessment process,

highlights critical areas that must be examined, identifies basic tools and information sources,

and stimulates the thought-process related to individual projects. There are both practical and

legal reasons for assessing community impact as indicated in the table below.

Table 5. Practical and Legal Reasons for Assessing Community Impact

Practical Reasons

Legal Reasons

Quality of Life: A high-quality standard of
living for all American means we must
protect the essential elements of existence,
including neighborhoods and community
values. The assessment of community
impacts supports sustainable, livable
communities; promotes community values
and thriving neighborhoods; and contributes
to general well being.

Responsive Decision Making: The
assessment of community impacts helps
ensure that transportation policies and
investments embrace the concerns of
neighborhoods, communities, and society as
a whole. Understanding the relationship
between transportation actions and
community life leads to conflict minimization
and the resolution of potential problems.
Active involvement of affected parties leads
to better decisions and greater acceptance of
projects, while creating a sense of
community ownership and enhancing agency
credibility.

Legal Backing -- What are the legal
requirements and guidance?

In addition to the practical reasons for
community impact assessment, it is legally
required and supported by major federal
regulations, statutes, policies, technical
advisories and Executive Orders, including:

e Inter modal Surface Transportations Efficiency
Act of 1991 (ISTEA)

e National Environmental Policy Act of 1969
(NEPA)

e Title VI of the Civil Rights Act of 1964 and
related statutes

e 23 USC 109(h), Federal-Aid Highway Act of
1970

e 23 CFR 771, Environmental Impact and
Related Procedures (1987)

e TA 6640.8A (1987), Guidance for Preparing
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Coordination: Community impact
assessment helps coordinate and integrate
independent plans for land use, economics,
and transportation to achieve common
goals. This process helps communities meet
state and local regulations and policies, such
as zoning ordinances, environmental quality
regulations, growth management and
adequate facilities legislation, and
comprehensive planning.

Nondiscrimination: Community impact
assessment ensures that we act on our
obligation to achieve environmental justice
through practices and procedures that do not
discriminate. It alerts decision makers to the
effects on all segments of society and the
potential for disproportionately high adverse
effects on specific populations.

and Processing Environmental and Section 4(f)
Documents

Executive Order (EO) 12898 on Environmental
Justice (1994) and proposed Department of
Transportation Order on Environmental Justice
(1996)

Farmland Protection Policy Act (1981), as
amended in 1994 (7 CFR 658)

Uniform Relocation Assistance and Real
Property Acquisition Policies Act (1970,
referred to as the "Uniform Act,") as amended
in 1987

FHWA Environmental Policy Statements (1990
& 1994)

Recommendations of the President's Council on
Sustainable Development

The following table includes examples of the types of impacts that might be identified

and analyzed. The inquiries under the impact categories highlight some of the relevant questions

to answer to understand how the proposed action affects the community. This is an iterative

process. Analysts will need to return to the community profile to obtain detailed information

about the proposed project and to collect additional data about the community in order to answer

the questions posed. The questions in this table should lead to others based on the specific

circumstances of the project.

Table 6. What questions help identify community impacts?

Impact Category
Physical Aspects

Social and Psychological

Visual Environment

Aspects
Changes in Population
Will the project cause
redistribution of the populations  (such as from noise walls or
or an influx or loss of population? fencing)?

Barrier Effect

Community Cohesion and Sounds

Aesthetics

Is a wall or barrier effect created ~ Will the community's aesthetic

character be changed?

Compatibility with Plans
Is the project consistent with local

Interaction Will noise or vibration increase? land use plans and zoning?




Mega Projects — Marketing Plan

How will the project affect
interaction among persons and
groups? How will it change social
relationships and patterns?

Isolation
Will certain people be separated
or set apart from others?

Social Values
Will the project cause a change in
social values?

Quality of Life
What is the perceived impact on
quality of life?

Economic Conditions Mobility and Access

Land-Use Patterns

Will there be loss of farmland?
Does it open new areas for
development? Will it induce
changes in land use and density?
What changes might be expected?

Compatibility with Plans
Is the project consistent with local
land use plans and zoning?

Other Physical Intrusions
Will dust or odor increase? Will
there be a shadowing effect on

property?

Impact Category (Continued
Business and Employment
Impacts

Will the proposed action
encourage businesses to move to
the area, relocate to other
locations within the area, close, or
move outside the area?

Short-term Impacts

How is the local economy
affected by construction
activities? Are there both positive
(jobs generated) and negative
(detours and loss of access)
impacts?

Business Visibility

Will the proposed action alter
business visibility to traffic-based
businesses? How will visibility
and access changes alter business
activity?

Tax Base

What is the effect on the tax base
(from taxable property removed
from base, changes in property
values, changes in business
activity)?

Property Values

What is the likely effect on
property values caused by
relocations or change in land use?

Pedestrian and Bicycle Access
How does the project affect non-
motorist access to businesses,
public services, schools, and other
facilities? Does the project impede
or enhance access between
residences and community
facilities and businesses? Does it
shift traffic?

Public Transportation
How does the project affect access
to public transportation?

Vehicular Access

How does the project affect short-
and long-term vehicular access to
businesses, public services, and
other facilities? Does it affect
parking availability?
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Impact Category (Continued)

Provision of Public Services Safet
Use of Public Facilities Pedestrian and Bicycle Safety
Will the proposed action lead to or Will the proposed action increase
help alleviate overcrowding of or decrease the likelihood of
public facilities (i.e., schools and  accidents for non-motorists?
recreation facilities)?

Crime

Displacement of Public Facilities Will the proposed action increase
Will the project result in or decrease crime?
relocation or displacement of
public facilities or community
centers (e.g., places of worship)?

Emergency Response

Will there be changes in
emergency response time (fire,
police, and emergency medical)?

Displacement
Effect on Neighborhoods
What are the effects on the
neighborhood from which people
move and into which people are
related?

Residential Displacements
How many residences will be
displaced? What type(s)-- multi-
unit homes, single family, rural
residential, others? Are there
residents with special needs
(disabled, minority, elderly
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residents)?

Business and Farm
Displacement

How many businesses and farms
will be displaced? What type(s)?
Do they have unique
characteristics, such as specialty
products or a unique customer
base?

Relocation Sites
Are there available sites to
accommodate those displaced?

Although the community impact is a recognized component that helps to form and
develop public trust and confidence, the Community Impact Guide (Table 3) makes an
interesting distinctive statement: "Throughout project decision making activities and until
construction, the community impact analyst assures that consequences to the social fabric of an
area are given consideration with other environmental impacts.” It has been made clear by the
FHWA for our study group there is concern that the public trust and confidence is sometimes lost
at the design and construction phase of the project. This guide implies the issue faced by
transportation projects is the lack of community involvement at the beginning of the planning
stage, contending that the involvement doesn't begin for many projects till the end of the

planning stage. That implication follows the concerns of the FHWA Major Projects group
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(UMUC, TMAN 671, 2004) that "Another key factor this is becoming increasingly more
important to the success of these (mega) projects is the ability to maintain public trust and
confidence in the project from start to finish."

There has to be a new awareness of transportation project endeavors that concern the
public trust and confidence throughout the project. Involvement cannot stop at the planning
stage. Although full of useful information, this guide stops short of creating a mindset that does
not go far enough to accomplish the desired effect of maintaining public trust and confidence
throughout the life of a mega project. It not only is important to note this but to emphasize that
there has to be a new awareness for all projects including mega projects, and to make
commitments to integrate this into their project planning.

Public involvement is not meant to be just an integral part of the community impact
statement, but should be fully integrated within the planning of the project. Early in the planning
stage, analysts need to identify how the public relations is to be handled throughout the project
and how the different PR staffs will partner and work together to ensure good communications
between the project, the PR staff, and the community.

Public involvement is integral to the assessment process. They can provide vital
information to the community impact assessment process, and can help validate the following:

o Development of the project's purpose-and-need statement and identification of

alternatives.

o Development of the community profile.

o Identification and investigation of transportation impact to the community.

« Identification of avoidance, minimization, mitigation, and enhancement opportunities.
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The planning and project development process must provide for an open exchange of
information and ideas among the public, community impact analysts, and the entire project-
development team. It should provide opportunities for early and continuing communication

between the community and key project staff.

B. Environmental stage

The US Department of Transportation website (April 22, 2004) recently posted an article
on President Bush's issuance of Executive Order 13274 on September 18, 2002. This Executive
Order was issued to enhance environmental stewardship and streamline the decision-making
process in connection with major transportation projects and instructs DOT to select priority
projects and establishes an interagency Task Force to coordinate expedited decision-making
across the federal agencies. While this EO advances current DOT and interagency streamlining
efforts, it also brings high-level officials to the table to address immediate issues and track the
progress of particular projects. "Establishing an interagency task force will further foster
interagency coordination and collaboration. By working together in partnerships, agencies of the
Federal Government can improve upon the decision- making process while safeguarding the
environment."

On January 1, 1970 the National Environmental Policy Act of 1969 (NEPA) was signed
into Law. NEPA established a national environmental policy intentionally focused on federal
activities and the desire for a sustainable environment balanced with other essential needs of
present and future generations of Americans.

NEPA established a supplemental mandate for federal agencies to consider the potential
environmental consequences of their proposals, document the analysis, and make this

information available to the public for comment prior to implementation. The environmental
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protection policy established in NEPA, Section 101, is supported by a set of "action forcing"
provisions in Section 102 that form the basic framework for federal decision making and the
NEPA process.

While NEPA established the basic framework for integrating environmental
considerations into federal decision-making, it did not provide the details of the process for
which it would be accomplished. Federal implementation of NEPA was the charge of the
Council on Environmental Quality (CEQ), which interpreted the law and addressed NEPA's
action forcing provisions in the form of regulations and guidance. The CEQ requires the FHWA
to report significant human environmental issues with an Environmental Impact Statement (EIS).
The types of actions that would normally require an EIS are:

e A new controlled-access freeway

e A highway project of four or more lanes on new location

e New construction or extension of existing highways

e New construction or extension of fixed rail transit facilities

e New construction or extension of a separate roadway for buses or high occupancy

vehicles not located within an existing highway facility

The purpose of an EIS is to provide a full discussion of significant environmental impacts
resulting from a proposed action. It provides the public and decision makers with reasonable
alternatives that meet the project's purpose and need and that could avoid or minimize adverse
impacts or enhance the human environment. The EIS must be clear and concise. The focus of the
discussion is on significant environmental impacts. Other impact categories are discussed only in
enough detail to document why they are not considered significant. All discussions of potentially

significant impact categories must be to the point and supported by technical information.
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Following is a broad overview of the steps in the Environmental Impact Statement
process:

1. FHWA issues the Environmental Determination.

2. DOT and Project Facilitator prepares the Draft Environmental Impact Statement

(DEIS) and FHWA approves it.

3. DOT and Project Facilitator revises the DEIS and prepares the Final EIS after

comments from public and agencies.

4. FHWA approves the final EIS.

5. FHWA issues the Record of Decision (RoD).

The Federal Highway Administration (FHWA) and NEPA requires, to the fullest extent
possible, that the policies, regulations, and laws of the Federal Government be interpreted and
administered in accordance with its environmental protection goals. NEPA also requires federal
agencies to use an interdisciplinary approach in planning and decision making for any action that

adversely impacts the environment.

NEPA requires and FHWA is committed to the examination and avoidance of potential
impacts to the social and natural environment when considering approval of proposed
transportation projects. In addition to evaluating the potential environmental effects, we must
also take into account the transportation needs of the public in reaching a decision that is in the
best overall public interest. The FHWA NEPA project development process is an approach to
balanced transportation decision-making that takes into account the potential impacts on the
human and natural environment and the public's need for safe and efficient transportation.

It is FHWA's policy that (23 CFR § 105):
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